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Abstract

Psychological capital has become a popular construct in the workplace, relating to important
organizational outcomes such as job performance and organizational commitment. It is a higherorder construct comprised of hope, efficacy, resilience, and optimism. A key characteristic of
PsyCap is “state-like” and open to development. Studies show that interventions and leadership
play a key role in individuals' ability to develop their PsyCap. In the study, I examined whether
an online, self-study training could help increase individual PsyCap and decrease burnout.
Results indicated that the 40 minute training led to increases in psychological capital (N = 128;
t[127] = 4.78, p < .001, d = 21), and perceptions of transformational leadership have no impact
on individual psychological capital scores. Additionally, the study found that burnout scores
decreased as a function psychological capital training ( t[127)]= 5.77, p < .001, d = .17), and
changes in psychological capital scores predict changes in burnout (b = -.44, p = .021). Findings
suggested that: (a) psychological capital scores increased due to participation training, (b)
follower perceptions of transformational leadership style do not predict changes in PsyCap
scores, and (c) psychological capital may be an effective resource against burnout. This research
provides practical implications for using psychological capital training to increase individual
psychological capital scores. It also lays the groundwork for further studies on psychological
capital interventions on more distal outcomes such as job performance.
Keywords: psychological capital, burnout, transformational leadership
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CHAPTER I
Introduction

Psychological capital is “an individual’s positive psychological state of development that
is characterized by: (a) having confidence to take on and put in the necessary effort to succeed at
challenging tasks; (b) making a positive attribution about succeeding now and in the future; (c)
preserving toward goals and when necessary redirection paths to goals to succeed; and (d) when
beset by problems and adversity, sustaining and bouncing back and even beyond to attain
success” (Luthans et al., 2015, p.2). It is considered an extension of social capital (e.g., who you
know), human capital (e.g., what you now), and economic capital (what you have; Luthans et al.,
2004). Where social, human and economic capital focuses on external resources, psychological
capital looks inward. It goes beyond human capital and tells us who you are, or more
importantly, who you are becoming (Luthans, Youssef, & Avolio, 2007; Luthans et al., 2015).
Individuals can tap into positive psychological resources, such as PsyCap, to increase
their performance and wellbeing (Avey, 2014). One can equate psychological capital to a bank
account where the amount of PsyCap an employee has is money in the bank. In this analogy, the
individual, their leader, or organization can make deposits (e.g., increase personal psychological
resources) that can be “withdrawn” during times of change, strife, or burnout (Avolio & Luthans,
2006). This study postulates that through interventions, people can increase their PsyCap or put
money in the bank and intends to determine if online self-study training is an effective method.
More specifically, this research aims to evaluate individual psychological capital and
burnout changes as a function of (a) participation in an online, asynchronous psychological
capital course and (b) follower perception of their leader’s leadership style. First, I will provide
an overview of Psychological Capital. Second, I will explore the literature and make theoretical
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connections between psychological capital and burnout. Third, I will outline the hypotheses and
methods used to conduct the study. Fourth, I will present the results of the study. Lastly, I will
discuss the study results, including implications, limitations, and future directions.
Literature Review
What is Psychological Capital?
Psychological capital, or PsyCap, is “an individual’s positive psychological state of
development” (Luthans et al., 2015, p.2). PsyCap is a higher-order construct comprised of four
positive psychological resources: hope, efficacy, resilience, and optimism, often referred to as
HERO. PsyCap and HERO are positive organizational behaviors. Positive organizational
behaviors (POB) are positively oriented resources and psychological capabilities that can be
measured and developed (Luthans, 2002b). Additionally, positive organizational behaviors are
(a) theory and evidence-based, (b) open to development and state-like, and (e) related to critical
organizational outcomes such as work attitudes, performance, and behaviors. POB gets its roots
from positive organizational scholarship, an umbrella term “used to unify a variety of
organizational studies, each of which incorporates the notion of the positive.” (Cameron &
Spreitzer, 2011, p. 2). Where positive organizational scholarship is more macro and
organizationally focused, POB is micro and focuses on the individual level.
The HERO Resources
Hope, efficacy, resiliency, and optimism are the four positive psychological resources that
best fit the criteria for positive organizational behavior. POB assumes these resources meet the
inclusion criteria, and psychological resources work synergistically rather than as isolated,
independent constructs (Luthans & Youssef-Morgan, 2017). This section will define each of the
four psychological resources.
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Hope is a “positive motivational state that is based on an interactively derived sense of
pathways and agency” (Snyder et al., 1991, p. 287). Pathways, or way power, is the ability to
plan alternate routes to goal attainment when challenges or barriers arise (Synder, 2002;
Newman et al., 2014). Agency, or willpower, refers to an individual’s ability to use pathways to
achieve desired goals (Snyder, 2002). According to hope theory, pathways and agency work
together to help individuals achieve their desired goals. For instance, an individual needs to be
able to envision multiple pathways towards goal attainment but must also be motivated enough
to take said pathways (Rand & Cheavens, 2009). Studies have shown hope’s application in
academia, athletics, and organizational contexts (Lin et al., 2018; Snyder et al., 2002; Peterson &
Luthans, 2003).
Efficacy is the belief in oneself to meet any situational demands by organizing resources
and motivation (Bandura, 1977; Mitchell & Daniels, 2002). Efficacy is rooted in social cognitive
theory and takes an agentic perspective where people function as goal-directed, anticipative, selfevaluating, and proactive regulators of their motivation and actions (Bandura & Locke, 2003).
According to Bandura (1977), efficacy expectations can strengthen efficacy. Efficacy
expectations are the convictions that one can successfully execute the behavior required to
produce the outcomes. There are four types of efficacy expectations: enactive mastery, vicarious
learning, verbal persuasion, and emotional states and responses. The PsyCap training
intervention focuses on two out of the four efficacy expectations: enactive mastery and vicarious
learning. Enactive mastery is drawing on past successes where the behavior has been successful
in increasing self-efficacy regarding the current situation (Bandura, 1977). On the other hand,
vicarious learning is learning by observing others perform or achieving some performance
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improvement. Efficacy is related to important workplace outcomes such as performance and goal
attainment (Locke & Latham, 2002; Stajkovic & Luthans, 1998; Phillips & Gully, 1997).
Resilience is “the developable capacity to rebound or bounce back from adversity,
conflict, failure, or even positive events, progress, and increased responsibility" (Luthans, 2002a,
p. 702). PsyCap resiliency focuses on proactively assessing risks and personal assets that may
impact employee outcomes (Luthans, Vogelgesang, & Lester, 2006). Risks are potential events
that may lead to undesirable results while having no effect if there is no occurrence. For
example, an employee lay-off is a risk to employment status but does not impact the employees
if no lay-off occurs. Personal assets lead to positive outcomes while having no influence in their
absence (e.g., mentors, promotions, or rewards). Resilience’s presence in clinical and
developmental psychology is well established; however, its prevalence in organizational
psychology is emerging and a topic more researchers are exploring in the context of
organizations (Hartmann et al., 2020; Luthans & Youssef-Morgan, 2017; Linnenluecke, 2017;
Williams et al., 2017).
Optimism is a generalized positive outlook that yields positive expectancies (Carver &
Scheier, 2002; Luthans & Youssef, 2007; Luthans & Youssef-Morgan, 2017). It is impacted by
what is happening around us and draws its definition from how people describe good and bad
events or interpret success (Peterson & Steen, 2002). Optimists explain negative events as
external, temporary, and situation-specific and positive events through “personal, permanent, and
pervasive causes” (Luthans & Youssef, 2007, p. 331). Optimism’s positive effects on physical
and subjective wellbeing are well documented, and research suggests similar benefits for the
employee (Carver & Scheier, 2002; Eva et al., 2020).
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These four resources work together to form PsyCap (Luthans & Youssef-Morgan, 2017).
PsyCap is considered a higher-order construct. The following section will detail how the HERO
resources work together to create PsyCap.
Psychological Capital as a Higher-Order Construct
PsyCap as a higher-order construct has been empirically and conceptually supported
based on shared commonalities of the HERO resources and their distinct characteristics (Luthans
& Youssef-Morgan, 2017). Examples of their shared commonalities include intentionality,
autonomous goal pursuit, a sense of control, and positive cognitive appraisals (Luthans et al.,
2015). The HERO resources work together in what Hobfoll (2002) refers to as a resource
caravan, or “resources that work together and interact synergistically to produce differentiated
manifestations over time and across contexts (Luthans & Youssef-Morgan, 2017, p. 7).” For
example, optimistic individuals will view their chance of success as high, which will lead the
individual to have the confidence to choose more challenging goals and have more motivation to
achieve them. Their hope will encourage multiple pathways towards the goal, and resiliency will
allow them to overcome obstacles and look for alternative routes when one is blocked (Luthans,
Youssef-Morgan, & Avolio, 2015; Luthans & Youssef-Morgan, 2017). HERO helps individuals
maintain an intrinsic sense of control and intentionality during goal pursuit and achievement.
Each HERO resource has unique characteristics that keep them conceptually and
empirically distinct (Luthans et al., 2007; Luthans et al., 2015; Luthans & Youssef-Morgan,
2017). For instance, hope, efficacy, and the outlook aspect of optimism are more proactive. In
contrast, resilience and the explanatory part of optimism are reactive and often occur after an
event (Luthans & Youssef -Morgan, 2017). Way power or agency is unique to hope (Snyder,
2002). Additionally, hope and efficacy share an intrinsic focus where resilience and optimism are
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typically externally oriented, with social resources and external attributions being fundamental to
the concepts.
Regarding HEROs empirical distinctions, Bryant and Cvengros (2004) determined that
hope focuses on the personal attainment of specific goals, whereas optimism focuses on the
general expected quality of outcomes. Magaletta and Oliver (1999) found that self-efficacy,
hope, and optimism predicted unique variance concerning wellbeing. Lastly, Gallagher and
Lopez (2009) examined how hope and optimism are related to 14 different aspects of wellbeing,
such as autonomy, social acceptance, social integration, and positive affect. Moreover, a
confirmatory factor analysis found that the two constructs were distinct in predicting the various
components of wellbeing (Gallagher & Lopez, 2009). For example, hope had a unique effect on
autonomy, and optimism did not.
Due to the shared commonalities of HERO, PsyCap is a multi-dimensional construct or a
latent model construct that is defined by “the commonalities among dimensions” (Law et al.,
1998, p. 743). Additionally, psychometric evidence supports the notion of PsyCap as a higherorder construct. For example, Luthans, Avolio, et al. (2007) explored five PsyCap factor
structures. They found that a higher-order factor structure with the HERO resources as four
distinct factors had the best fit compared to the other four models tested. Additionally, the
researchers found that PsyCap predicted job performance above and beyond its components,
supporting that PsyCap is a higher-order construct.
Theoretical Foundations of Psychological Capital
Several established theories explain PsyCap through what is known as "theory
borrowing" (Whetten et al., 2009). Theory borrowing can improve the quality of theory based on
organizational scholarship. Additionally, the theory's explanatory power improves by
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systematically applying a theory to different contexts and settings. There are two types of theory
borrowing: vertical and horizontal. Vertical theory borrowing takes from theories formulated at
different levels of analysis. In contrast, horizontal theory borrowing involves taking from
theories that occur at the same level of analysis and in different social contexts.
Luthans, Avolio et al. (2007) describe PsyCap’s primary theoretical mechanism as
“representing one’s positive appraisal of circumstances and probability for success based on
motivated effort and perseverance” (p.550). PsyCap draws horizontally from social cognitive
theory (Bandura, 2012), broaden and build theory (Fredrickson, 2001), and conservation of
resource theory (Hobfoll 2002;2011) to explain this mechanism. For instance, PsyCap draws on
social cognitive theory through its internalized sense of agency, control, and intentionality,
encouraging a more positive outlook. This positive outlook increases the likelihood of choosing
more challenging goals and a more significant investment in the resources and energy to achieve
said goals when faced with obstacles (Youssef-Morgan, 2014; Luthans & Youssef-Morgan,
2017). The second theory it draws from, broaden-and-build (Fredrickson, 2001), posits that
positive emotions broaden one’s awareness and motivate new, exploratory thoughts and
behaviors. Over time, these new behaviors build a unique and valuable repertoire of skills and
psychological resources.
Lastly, Hobfoll's (2002; 2011) conversation of resource (COR) theory states that people
strive to maintain, obtain, and protect the things they value (i.e., psychological resources). There
are two main principles of COR theory: the primacy of resource loss and resource investment.
The primacy of resource loss states that it is more detrimental to lose resources than gain them.
For example, a pay decrease would be more harmful than an equal pay increase. The second
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principle, resource investment, states that people will invest in resources to protect against
resource loss, recover from loss, or gain resources.
According to Hobfoll (2002), some psychological resources are indicators of broader
underlying factors. It may be more beneficial to consider these resources as indicators of
something more than discriminant entities (Avey et al., 2011). This idea can apply directly to
HERO and the theoretical understanding of PsyCap. Moreover, COR theory clarifies PsyCap
because it emphasizes and acknowledges the means for “positive adaptation under circumstances
of loss” (Avey et al., 2010, p. 19). It also highlights the importance of the motivation behind
decisions for employees regarding how they “acquire, maintain and foster the necessary
resources to both meet their current work demands and help guard against future resource
depletion” (Wright & Hobfoll, 2004, p. 390). COR is the predominant theory describing the
theoretical foundations of PsyCap. However, all these theories play an essential role in
understanding and explaining how the primary theoretical mechanisms underlying PsyCap leads
to desirable outcomes such as satisfaction and mitigate undesirable ones such as turnover
intentions (Avey et al., 2011; Youssef-Morgan, 2014).
Developing Psychological Capital
A key defining characteristic of PsyCap is that it is state-like, malleable, and open to
development. States and traits are thought of as dichotomous, independent categories. However,
Luthans et al. (2007) conceptualize the two as two sides of a continuum that describes “the
relative degrees of stability in measurement and openness to change and development (Luthans
et al., 2007, p. 544). The authors describe four degrees of relative stability: pure states, state-like,
trait-like, and pure traits. Pure states are moods or emotions easily influenced and constantly flux
(e.g., happiness, sadness). State-like constructs are more malleable and open to development than
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pure states like wellbeing and wisdom. Trait-like constructs are less malleable and relatively
stable (e.g., the big five or core self-evaluations). Lastly, pure traits are considered stable,
unchanging, and best conceptualized as heritable characteristics such as intelligence. Research
has shown that PsyCap and its components are not as stable as a trait but not as fleeting as a state
(see Luthans et al., 2010). For example, Peterson et al. (2011) found significant within-individual
changes in psychological capital over time utilizing a latent growth model approach. This study
is interested in examining ways individuals can develop PsyCap.
Training Intervention
State-like resources, such as PsyCap, lend themselves well to interventions. Luthans,
Avey et al. (2006) created the PsyCap Intervention (PCI), an in-person intervention, to help
increase individual PsyCap. The authors found that the PCI significantly increased participant
PsyCap compared to control groups who showed no increase in PsyCap. Dello Russo and
Stoykova (2015) found that the PCI generalized to participants in Bulgaria and found significant
improvement in participants PsyCap from time one to time two that remained constant at time
three, assessed a month later. Lastly, Hulshof et al. (2020) found that PsyCap levels improved
after a three-day training for people seeking re-employment.
There is also limited but promising evidence showing the effectiveness of web-based
training to develop individual PsyCap in addition to in-person interventions. Luthans et al.
(2008) reported that a web-based PsyCap intervention had significant increases in participant
PsyCap compared to the control group. Taking this one step further, Da et al. (2020) found that a
daily online self-learning approach successfully improved PsyCap and other important outcomes.
Altogether, this evidence supports the claim that psychological capital is developable through
brief training interventions, whether in person or online and with effects lasting longer than
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anticipated. Therefore, this study will use a short, self-paced, web-based training intervention to
develop individual PsyCap. However, training interventions are a necessary yet insufficient
condition to increase psychological capital. Therefore, we postulate that leadership style is also
an important factor in developing individual PsyCap.
Leadership
Leadership is a significant predictor of PsyCap (Avey, 2014). Moreover, Avey, Reicard et
al. (2011) have suggested that leadership plays a key role in developing follower PsyCap. For
instance, the relationship between leadership and follower PsyCap may depend on the type of
leadership. Woolley et al. (2011) found that authentic leadership had a significant, positive
relationship with follower PsyCap (r = .43). Avey (2014) reported similar results showing a
positive, signification relationship to authentic leadership (r = .47) and ethical leadership (r
= .21). Furthermore, follower PsyCap may influence responses to various leadership behaviors.
For example, Cunningham et al. (2013) found that the negative influence of abusive leadership
was stronger for individuals with low PsyCap compared to individuals high in PsyCap. On the
other hand, Wang et al. (2014) found that the relationship between authentic leadership and
follower performance, through the leader-member exchange model, was higher for those with
low individual PsyCap. This evidence highlights the influential aspects of leadership on an
individual's ability to increase their PsyCap. Historically, leadership theories concerning PsyCap
were limited to authentic leadership, ethical leadership, and abusive supervision (Avey, 2014).
Little research has examined transformational leadership and its impact on PsyCap levels in
individuals (Gooty et al., 2009), which is of particular interest in this study.
Leadership is determined by both the leader and the follower (Castro et al., 2008). Trait
theory gave way to the awareness that there are no leaders without followers and that followers
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perceive their leader’s traits (Day & Zaccaro, 2007). For example, authentic leadership literature
states that leaders are not authentic unless the follower perceives it (Woolley et a., 2011). Avey,
Avolio, and Luthans (2011) theorized that leaders could influence followers' psychological
capital based on follower perceptions of the leader’s positive behaviors. The authors found a
positive relationship between leader positivity and follower positivity and performance and used
this evidence to support their claim. This study furthers the notion that follower perception of
their leader may play an essential role in developing and fostering follower PsyCap.
Transformational Leadership and PsyCap. Transformational leaders articulate a
vision, foster acceptance of goals, model wanted behavior, and set high-performance goals and
expectations. Formally defined as the extent to which leaders transcend short-term goals and
focus on the high order of intrinsic needs (Judge & Piccolo, 2004), transformational leadership
consists of four dimensions: (a) idealized influence, (b) individual consideration, (c) intellectual
stimulation, (d) inspirational motivation. Idealized influence is when a leader behaves in ways
that a follower finds admirable and begins to identify with the leader. Individual consideration
refers to the leader’s ability to give individual followers the attention they need, act as a mentor,
or listen to concerns and needs. Intellectual stimulation is the extent to which a leader can
challenge assumptions, task risk, or solicit ideas from her followers. Lastly, inspirational
motivation is the leader’s ability to articulate an aspiring and appealing vision to their followers.
The principle of transformational leadership emphasizes the follower (Dvir et al., 2002).
The empirical support regarding the effects of transformational leadership on its followers is
well-established. For example, Judge and Piccolo (2004) found that transformational leaders
positively impacted follower job satisfaction and motivation. Boerner et al. (2007) found
evidence to support OCBs mediating the relationship between transformational leadership and
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employee attitudes. Dvir et al. (2002) found a positive relationship between transformational
leadership and performance and that transformational leadership had a positive impact on
follower development and indirectly impacts follower performance. Lastly, Bono and Judge
(2004) found that transformational leaders increase follower engagement toward their work.
Developing followers to their full potential is a critical aspect of transformational leadership
(Dvir et al., 2002). The extent to which a transformational leader utilizes each pillar to impact
follower PsyCap is as follows:
•

Idealized Influence - This can influence how followers respond to their challenges
because leaders model how to approach challenging goals and barriers.

•

Individualized Consideration - How a leader helps followers solve problems directly
impacts PsyCap levels. The four underlying resources may not be present in the same
quantity. Meaning a followers low in hope but high in resiliency and efficacy may have
their leader speak directly to hope to increase willpower and way power.

•

Intellectual Stimulation - This directly impacts whether followers can tap into their
positive resources when faced with obstacles and move the pathways dimension of hope
by encouraging new goal pathways and tapping into personal resources otherwise
neglected.

•

Inspirational Motivation – The HERO resources work together to help drive goal
attainment. Motivation also plays a crucial role in this. Transformational leaders help
drive goal attainment via PsyCap by articulating the vision and appealing to an
individual’s sense of autonomy.
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Based on the information above and the notion that followers’ perceptions of leaders are
essential factors in their development, we will evaluate how perceptions of transformation
leadership impact follower PsyCap.
Outcomes of Psychological Capital
PsyCap predicts important workplace outcomes such as attitudes, behaviors, and wellbeing (Avey, Reicard, et al., 2011; Newman et al., 2014). For example, PsyCap has a significant
positive relationship to job satisfaction and organizational commitment and a negative
relationship with attitudes such as stress, anxiety, and cynicism (Avey, Reicard, et al., 2011;
Luthans, Avolio, et al., 2007; Luthans & Youssef-Morgan, 2017; Newman et al., 2014).
Additionally, PsyCap is positively linked to desirable behaviors (e.g., OCBs) and negatively
linked to undesirable behaviors (e.g., CWBs; Avey, Reicard, et al., 2011, Avey et al., 2010). We
can postulate that employees with higher PsyCap have more untapped resources (or money in the
bank) than those with low PsyCap, meaning they may have more ability to regulate their
behavior. We are particularly interested in PsyCap’s influence on burnout for this study.
Burnout
Burnout is "a psychological syndrome involving chronic emotional and interpersonal
stressors that individuals experience at work and their subsequent responses to their tasks,
organizations, coworkers, clients, and themselves" (Swider & Zimmerman, 2010, p. 487).
Initially, individuals engaging in “people work,” such as nurses, doctors, or social workers, were
the only ones considered to experience burnout (Swider & Zimmerman, 2010). However,
research shows that burnout is not unique to those in the human services industry and can be
experienced by those in more autonomous jobs (e.g., computer science; Morgeson et al., 2013;
Shirom & Melamed, 2005; Swider & Zimmerman, 2010). Gallup (Wigert & Argrawal, 2018)
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claims organizations are experiencing an employee burnout crisis, and more recently, Moss
(2021) described it as a burnout epidemic.
Burnout has become a popular, agreed-upon construct when understanding how
employees respond to stressful situations (Swider & Zimmerman, 2010). According to COR
theory (Hobfoll, 2001), burnout occurs when there is a “depletion of intrinsic resources
(primarily emotional resources) and erosion of emotional, physical, and cognitive energy" (Riolli
& Savicki, 2003, p. 238). Individuals who experience burnout may suffer physical illnesses,
work/family conflict, and even sleep disturbances (Swider & Zimmerman, 2010). For example,
Honken et al. (2006) found that physical illness (e.g., cardiovascular disease, musculoskeletal
diseases) was more prevalent in those with higher levels of burnout, and frequency of disease
severity was more significant for those who had higher levels of burnout. Shirom and Melamed
(2005) outline the health consequences, including adopting negative habits and an increased risk
of diabetes.
From an organizational perspective, organizations with high rates of employee burnout
are more likely to experience high rates of turnover, absenteeism, and reduced job performance
(Swider & Zimmerman, 2010). Wright and Bonett (1997) were the first to find support for the
negative relationship between burnout, specifically emotional exhaustion, and job performance.
Moreover, in a longitudinal study, Schaufeli et al. (2009) found that burnout predicted future
absence duration, not frequency. In the same vein, Borritz et al. (2006) found that burnout was
related to sickness absence days where higher levels of burnout predicted more sick days.
Psychological Capital as a Resource Against Burnout
According to Hobfoll (2001), when people invest in various resources (i.e., economic,
personal, social), it may help buffer against adverse outcomes such as burnout because they
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become less susceptible to resources loss. Moreover, these individuals become more adept at
resource acquisition. The positive psychological resources associated with PsyCap can work as a
map or a guide to help navigate during times of uncertainty, doubt, or stress.
Hope is a powerful motivational force that allows individuals to utilize multiple pathways
towards goal-directed behaviors, especially during tough times (Snyder, 2002). The agency may
help combat any emotional exhaustion an individual is experiencing, where pathways allow
individuals to utilize different strategies and pathways towards goal pursuit. Ho and Lo (2011)
demonstrated hope’s impact on burnout when they found dispositional hope to be a significant
predictor in reducing burnout among medical professionals. Additionally, Gungor (2019) found
that hope significantly and partially mediated the relationship between social support and
burnout in an adolescent population. Meaning those students with higher social support
experienced higher levels of hope and lower levels of burnout.
Efficacy can help remove uncertainty and provide direction for people, especially when
experiencing a lack of ambiguity or more work demands. By tapping into their efficacy,
individuals can mobilize their cognitive resources to help them accomplish their goals. A study
exploring the relationship between efficacy, burnout, and motivation in principals found that
efficacy was negatively related to burnout (Federici & Skaalvik, 2012). This study suggests that
efficacy may be a resource that individuals can use to help buffer against burnout and emotional
exhaustion.
Resiliency induces protective factors that produce positive outcomes during stressful
times because it leads to a proactive assessment of risk and personal assessment (Luthan,
Vogegesang, & Lester, 2006). Resilient individuals show more emotional stability and are more
flexible to changing demands or work demands. McFadden et al. (2018) found a negative
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relationship between resiliency and the two dimensions of burnout, emotional exhaustion and
personal accomplishment. An important distinction is that resilience is a reactive resource
activated during stressful or adverse situations, where the other HERO resources are more
proactive. However, resiliency can help people return to normal after an event because it helps
restore hope, optimism, and efficacy during challenging times.
Lastly, optimism is theoretically associated with more active coping or social support
(Riolli & Savicki, 2003). Optimistic individuals tend to have a more positive outlook on
situations, which translates to more positive actions during uncertainty, stressful situations, or
emotional exhaustion. Hayes and Weathington (2007) found that restaurant managers who had
higher levels of optimism were more confident in their abilities and had higher levels of life
satisfaction. The positive emotions associated with optimism can help facilitate recovery from
loss by restoring resources. Riolli and Savicki (2003) found that IT service workers who had
higher levels of optimism had lower burnout during conditions of scarce resources.
COR predicts that individuals will be more sensitive during conditions where resources
may be low, thus more mobilized to respond (Hobfoll, 2001; Riollli & Savicki, 2003). When
individuals start investing in their PsyCap to protect against resource loss, recover from loss, or
gain resources, they create what Hobfoll (2002) refers to as a “gain cycle.” Due to PsyCap being
a higher-order construct, the HERO resources should work together to prevent burnout. This
study postulates that participation in the asynchronous, online PsyCap training will decrease
individual burnout. Additionally, given the vital role of leadership on PsyCap development, this
study claims leadership perceptions will moderate the relationship between PsyCap development
and levels of burnout.
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Research Model and Hypotheses
This study proposes four hypotheses. The first hypothesis states that individual
psychological capital will increase as a function of participation in the asynchronous, online
training intervention (See Figure 1). The second hypothesis states that follower perceptions of
their leaders may positively predict changes in individual psychological capital levels.
Specifically, those who perceive their leaders as transformational will experience more
significant changes in PsyCap (See Figure 2).
Figure 1
Theoretical Model of the Relationships in Hypothesis 1.
Psychological Capital Pre -survey scores

Increase Psychological
Capital Post Scores

Figure 2
Theoretical Model of the Relationships in Hypothesis 2.

Leadership Perceptions

∆

The third hypothesis postulates that participation in asynchronous, online PsyCap training
will reduce perceived levels of burnout (See Figure 3). The final hypothesis explores the
relationship between PsyCap, burnout, and transformational leadership. Specifically, this study
will examine the relationship between change in psychological capital and change in burnout as a
function of participation is dependent on one’s perceptions of their leader’s leadership style (i.e.,
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transformational leadership). Those who perceive their leaders as transformational will perceive
lower levels of burnout (See Figure 4).
Figure 3
Theoretical Model of the Relationships in Hypothesis 3.

Burnout Pre-scores

Burnout Pre-scores

Figure 4
Theoretical Model of the Relationships in Hypothesis 4.

Leader perceptions

∆

∆
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CHAPTER II
Method

Participants and Sampling
The sample included 128 participants with the age range of 18 to 65 (M = 39.98, SD =
11.27). Men made up 53% (n = 68) of the sample, women 46% (n = 59), with .8% of participants
who preferred not to disclose (n = 1).
Inclusion Criteria
The focus of the current study was to assess the effectiveness of an online, asynchronous
PsyCap training on the perceived levels of individual PsyCap and burnout. Therefore, we
required participants to be at least 18 years old, be fluent in English, live in the United States,
and work a full-time job.
Recruitment
Data were collected through Prolific, a crowdsourcing platform used for research. Prolific
allows researchers to post computerized studies (e.g., surveys) to be completed by participants
who meet the requirements specified by the researchers. Participants are paid for their
participation. In this study, data were collected by the principal investigator and author of this
paper. Prolific was chosen as a crowdsourcing platform due to success from previous research.
Moreover, Prolific sources participants independent of studies and allows studies to filter
out candidates based on specific criteria (Palan & Schitter, 2018). Therefore, studies can screen
out participants who do not meet the requirements before being allowed to participate. Therefore,
Prolific was the most viable option for data collection for this study.

THE HERO IN YOU

28

Procedure
Before the study was available on Prolific, the prescreen criteria (e.g., age, location,
current residence, employment status) were selected in the platform to filter in potential eligible
participants. After the study was posted, Prolific sent an email to a random subset of eligible
participants. Those who chose to participate were directed to SurveyMonkey, an online survey
software, where they could complete the training and pre-and post-survey.
The study was available on Prolific from January 28 to January 29. Prolific automatically
stopped collecting data once the desired sample size (n = 128) was reached.
The study was estimated to take 45 minutes: 35 minutes for the training, 8 minutes for the
pre-survey, and 2 minutes for the post-survey. Individuals were required to confirm that they met
the inclusion criteria and provide informed consent before proceeding with the pre-survey.
After completing the pre-survey, participants were immediately directed to the online
self-study Psychological Capital training. The training was restricted such that participants must
complete all the lessons before getting to the post-survey. The last lesson of the training
contained a button that participants clicked to re-direct them to the post-survey. At the end of the
post-survey, participants were given a link to confirm their completion to Prolific. Participants
were compensated after they completed the pre-survey, training, and post-training.
Compensation was determined by the amount of time spent in the study, estimated at 45 minutes,
at $9.50 per hour (M = 51.94 minutes; SD = 23.11 minutes). Moreover, the criterion was set so
any participant that took longer than 115 minutes to complete the study would time out and
results removed. The time limit was used to mitigate participants from doing other activities and
therefore not paying attention.
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Sample Size, Power, and Precision
To confirm adequate sample, using the package wp.rmanova in R. A test for the minimum
sample size needed to detect a medium effect size (f 2 = .25) at .80 power with an alpha of .05
was conducted. Results indicated a sample size of N = 128 participants is required for adequate
power.
Measure and Data Sources
Participants completed two surveys – one directly before and one after the training. All
participants provided a unique identifier to track data accurately. Both surveys were a
compilation of several research-validated measures described below. The pre-survey consisted of
82 questions regarding psychological capital (Psychological Capital Questionnaire – 12; Avey et
al., 2011), transformational leadership (Full Range Leadership; Avolio et al., 1999), personality
(BFI-2; Soto & John, 2016), and burnout (Copenhagen Burnout Inventory; Kristensen et al.,
2005). The pre-survey included two attention checks, basic demographic questions (age, gender,
race/ethnicity, and job title), and a Prolific ID number.
At the end of the training, participants took a post-survey, consisting of questions
assessing psychological capital, burnout, and two attention checks. This study focused on three
of the four measures used in the survey: Psychological Capital Questionnaire -12, Full Range
Leadership, and Copenhagen Burnout Inventory. The following section will describe each one.
Psychological Capital Questionnaire – 12
The Psychological Capital Questionnaire - 12 (PCQ-12; Avey et al., 2011; Luthans,
Youssef, & Avolio, 2007) is a 12-item paper and pencil questionnaire designed to assess the four
psychological resources that create psychological capital: hope, efficacy, resilience, and
optimism. There are three items measuring efficacy and resilience, four measuring hope, and two
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for optimism. Participants rate the statements on a 6-point Likert scale (1 = Strongly disagree to
6 = Strongly agree) with no reverse coded items (Luthans et al., 2007; Rus et al., 2012).
The PCQ-12 was fielded with one sample (N = 514) divided into two equal samples.
Each sample comprised employees from various fields, including medical, local public
administration, and nuclear engineering (Rus et al., 2012). Results from the confirmatory
analysis (CFA) showed support for a second-order factor with all four resources (hope, efficacy,
resilience, optimism) all loading onto the latent variable, psychological capital had better fit
compared to a unidimensional model (

(50) = 107.95, CFI = .892, SRMR = .064, RMSEA

= .068). The second-order factor structure supported by Sample 1 was cross-validated with
Sample 2 (N = 257). The results indicate similar fit as with Sample 1 (

(49) = 70.466, CFI

= .959, SRMR = .051, RMSEA = .042). Reliability was assessed using the weight omega
coefficient ( ) and found adequate reliabilities in both samples (

= .90,

=

.91, respectively). Reliability was assessed using Cronbach’s alpha and found $ = 0.94, $ =
.95 for Time 1 and Time 2, respectively. These results suggest adequate reliability. Test-retest
reliability was also assessed ($ = 0.87).
Copenhagen Burnout Inventory
The Copenhagen Burnout Inventory (CBI; Kristensen et al., 2005) was created to respond
to Maslach Burnout Inventory issues. It is a 19-item pencil and paper questionnaire that asses
three burnout subdimensions: personal burnout (six items), client burnout (six items), and work
burnout (seven items). Personal burnout is "the degree of physical and psychological fatigue and
exhaustion experienced by the person" (Kristensen et al., 2005, p. 197). An example item
includes "How often do you feel worn out?" Work burnout is "The degree of physical and
psychological fatigue and exhaustion that the person perceives as related to his/her work"
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(Kristensen et al., 2005, p. 197). An example item includes, "Do you feel that every working
hour is tiring for you?" Client burnout is "the degree of physical and psychological fatigue and
exhaustion that is perceived by the person as related to his/her work with clients" (Kristensen et
al., 2005, p. 197). An example item includes "Are you tired of working with clients?" Kristensen
et al. (2005) note that "client" is a broad term and is interchangeable with a colleague, patient,
student, therefore “client” was changed to “client, stakeholder, or colleague” for this study.
Twelve items (personal burnout items, four work-related items, two client-related items) are
scored on a five-point Likert scale (Always = 5, Often = 4, Sometimes = 3, Seldom = 2, and
Never/Almost = 1). The remaining items are scored on a five-point Likert scale (To a very low
degree =1, To a low degree = 2, Somewhat = 3, To a high degree = 4, To a very high degree = 5).
The CBI was fielded with one sample (N = 1679), including but not limited to physicians,
nurses, and hospital staff. A confirmatory factor analysis was used to validate the three-factor
model developed by the creators (Kristensen et al., 2005; Thursh et al., 2020). Results from the
confirmatory factor analysis support a three-factor model (χ2 (149) = 1891.13, CFI = .922,
SRMR = .044, RMSEA = .083). Inter-scale coefficients were observed with the highest between
work and personal burnout (r = .96), Client and work burnout (r = .67), and Client and personal
burnout (r = .58). Reliability was determined using Cronbach's alpha. Kristensen et al.'s (2005)
seminal article found alpha reliability of .85 -.87. This finding was mirrored in Thursh et al.
(2020) 's findings using a US population. The researchers found an overall alpha of .96. At the
scale level, they found high levels of internal consistency with all three scales at $ = .90. In
addition to the evidence above, Thursh et al. (2020) also found evidence (CFI differences less
than 0.01) to suggest that the three-factor structure is stable across gender, age, and professional
status. Regarding validity, the CBI demonstrated convergent validity with the vitality scale from
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the SF -36 (r = .-75; Kristensen et al., 2005) and discriminated validity with significant negative
correlations with other meaningful work items (Thursh et al., 2020).
It is important to note that the CBI has yet to be validated with a similar US sample. Only
a handful of studies have validated the CBI utilizing U.S. samples but have all found the CBI to
be a suitable tool to assess burnout (see Leake et al., 2017 and Walters et al., 2018). However,
results from other countries utilizing company employees are like those described here (e.g.,
Borritz et al., 2006; Yeh et al., 2007). Reliability was assessed using Cronbach’s alpha and found
$ = 0.963, $ = .964 for Time 1 and Time 2, respectively. These results suggest adequate
reliability. Test-retest reliability was also assessed ($ = 0.95).
Full Range Leadership Questionnaire
The Full Range Leadership Questionnaire (FRL) is a 23-item paper and pencil
questionnaire based on the work of the Multi-Factor Leadership Questionnaire -Short Form 5
(MLQ-5X; Avolio et al., 1999). The FRL assesses the full range of leadership theory from Bass
and Avolio (1994). This measure assesses leadership styles, including transformational and
transactional leadership theories. Participants rate various statements on a 5-point Likert scale (0
= not at all to 4 = frequently, if not always) with no reverse coded items. For this study,
participants will be rating their current leader’s leadership style using the FRL. However, this
study focuses on participants' perceptions of their leadership style concerning transformational
leadership.
The FRL-Q is a subset of the MLQ and was created by Bruce Avolio. Therefore, much of
the validation work is surrounds the MLQ itself and not the FRL. The MLQ is a 45- item
questionnaire comprised of nine scales that measure three leadership styles: transactional,
transformational, and passive/avoidance behavior and three leadership outcomes (Avolio et al.,
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1999). Antonakis et al. (2003) field the MLQ with one sample (N = 3368). A confirmatory factor
analysis (CFA) supported a nine-factor model [

(558) = 5306.32, CFI = .905, RMSEA = .050)]

and had the best fit compared to the other models tested. This data supports the factor structure
of the FRL. The study assessed alpha reliabilities and found $ = 0.87 suggesting adequate
reliability.
Analysis
Research Design
This study is a non-experimental, one-group pre-post test design (Shadish et al., 2002)
and will be used to test the hypotheses outlined in the previous section.
Participant exclusion
Participant data were excluded based on the following criteria: if they a) failed two
attention checks, b) did not complete the pre or post-survey, or c) based on survey guides. For
example, the participant is a non-responder on the CBI scale if they answer less than three
questions (Kristensen et al., 2005). One participant was excluded based on these parameters.
Analytic Strategy
Before conducting my primary analysis to test the focal hypotheses of the study, I
prepared and cleaned the dataset. First, I checked the degree of missingness to determine which
cases had 50% or more missingness. After reviewing the data, there was very little missingness,
and no cases were deleted. Next, I created aggregated total scale scores for all pre-test and posttest measures, including PsyCap, burnout, and transformational leadership. Outliers were
checked using the Mahalanobis distance test.
Internal consistency reliability and test-retest estimates were calculated using Cronbach’s
Alpha. Internal consistency assessments allow us to understand how much of the observed
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variance is due to true-score variance and not random error. Test-retest reliability assesses the
temporal stability of the measures. Based on the nature of the study, we would not expect
temporal stability. Additionally, descriptive statistics and correlations were calculated; See Table
1.
Hypothesis 1 examined the difference in PsyCap pre/post-test scores as a function of
PsyCap training intervention, where hypothesis 3 examined burnout pre/post scores. Both
hypotheses were tested by conducting using a paired samples t-tests. Paired samples t-test
compares two means from the same sample differ significantly (Field et al., 2012). For
Hypothesis 1 and 3, the psychological capital online training took place between the pre-and
post-test. The t-test captures the average difference in psychological capital (e.g., H1) and
burnout scores (e.g., H3) resulting from participants in the training.
Hypothesis 2 looked at the relationship between perceptions of leadership type and
PsyCap scores and was tested using simple regression in R using the psych package. Regression
analyses predict the value of an outcome based on knowledge of a predictor value. To accurately
test this hypothesis, I created a new variable for psychological capital that represented the change
scores by calculating the residualized change. Residualized change is calculated by regressing
post-test scores on pre-test scores and the predictor of interest (Castro-Schilo & Grimm, 2018).
This allows any variability in the outcome variable due to the pre-test score to be controlled for
and unexplainable by the predictor of interest. Therefore, I created a new variable: the output of
the regressed post-test PsyCap scores on pre-test PsyCap Score. Next, I used the new variable to
see if perceptions of transformational leadership will significantly predict the residual change in
PsyCap scores.
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Lastly, hypothesis 4 evaluated the relationship between PsyCap, burnout, and leadership
and was tested using a simple moderated regression in R using the psych package. A simple
moderation looks to see if a relationship between two variables is dependent on the third or if the
relationship between PsyCap change scores and burnout change scores are dependent on
transformational leadership perceptions. I created a new variable that represented the residual
change of burnout scores to test this hypothesis accurately. This variable was created by
regressing post-test burnout scores on pre-test burnout scores. Stated another way, I looked to see
if transformational leadership perceptions moderated the relationship between PsyCap residual
change scores and burnout residual change scores. Next, I created an interaction term between
the residual change in PsyCap and transformational leadership perceptions to test this
relationship.
Chapter III
Results
All analyses were completed in R Studio (v. 2021.9.2.382) with R (v. 4.1.0).
Missing Data Analysis and Treatment of Missing Data
Available item analysis (AIA; Parent, 2013) is a strategy for managing missing data that
uses available data for analysis and excludes cases with missing data points only for analyses in
which the data points would be directly involved. Parent (2013) suggested that AIA is equivalent
to more complex methods (e.g., multiple imputations) across several variations of sample size,
the magnitude of associations among items, and the degree of missingness. Thus, we utilized
Parent’s recommendations to guide our approach to managing missing data. Missing data
analyses were conducted with the R packages mice (v. 3.14.0) and Amelia (v. 1.8.0). I began by
deleting cases where missingness was 50% or more. However, all cases had less than 50%
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missingness. Therefore, all 128 cases remained. Of the 128 cases, missing values represented
0.4% of the cases; 75% had non-missing data. For the dataset with missing values, there were 45
patterns of missingness, with the most common (n = 90) being non-missing. Of cases with
missing values, the number of items missing ranged between 1 and 6. Visual inspection of a
missing value patterns chart suggested that the missing patterns resembled haphazard
responding. We suggest that the missingness structure most resembles the general missingness
pattern (Enders, 2010).
Regarding missingness mechanisms, we cannot conclude that the data are missing
completely at random. Considering the general missingness pattern of the data and that our
sample sizes were reasonable for the planned analyses and the degree of missingness was low,
we specified AIA/pairwise deletion at the scale level. Scales were calculated using Parent’s
(2013) recommendation that some reasonable amount of missingness is allowed. We permitted
up to 20% missingness for all scales.
Assumption Testing and Preliminary Analysis
Descriptive statistics for the full sample (N = 128) are shown in Table 1. The data was
screened for multivariate outliers; none were detected. Next, I checked assumptions for both
paired samples t-tests and regressions. Assumptions include: (a) normal distribution, (b)
continuous dependent variable, (c) homoscedasticity, and (d) linearity. All dependent variables
(e.g., psychological capital, burnout, transformational leadership) are continuous, and all
observations were independent. Normal distributions were not violated for any of the focal
variables. Skewness and kurtosis were assessed for each variable, and all were within the range
of normal (skewness [-.88,.39] and kurtosis [-1.23, .58]). Homoscedasticity, the variability of
residuals around the predicted values, was assessed for all focal variables, and no violations were
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found. Lastly, linearity was assessed through visual analysis from scatterplots and histograms,
which support the notion that no assumptions were violated.
Table 1
Means, standard deviations, correlation, and internal consistencies for Time 1(pre-test) and Time 2
(post-test).
Variable
SD
1
2
3
4
5
1. Psychological
Capital – Time 1

.55

0.92

(.94)

2. Psychological
Capital – Time 2

.75

0.91

.87**

3. Transformational
Leadership

.73

0.88

.48**

.50**

(.87)

4. Burnout – Time 1

.57

0.90

-.51**

-.51**

-.56**

(.963)

5. Burnout – Time 2

.42

0.86

-.49**

-.55**

-.56**

.94**

(.95)

(.964)

Note. M and SD are used to represent mean and standard deviation, respectively.
Internal consistencies are noted in the diagonal.
* indicates p < .05. ** indicates p < .01.
Primary Analysis
In Hypothesis 1, it was suggested that there would be an increase in psychological capital
scores after participating in an online, self-study psychological capital training. A paired samples
t-test was used to test the hypothesis. Results indicate that PsyCap scores significantly differ
from pre-test to post-test as a function of the training, t(127) = 4.78, p < .001. Moreover, a
Cohen’s d effect size was calculated (d = .21). These results indicate a small, significant increase
in PsyCap scores between Time 1 and Time 2 scores.
Hypothesis 2 proposed that participant perceptions of their leader, specifically the extent
to which they perceive their leaders as transformational, would predict change in PsyCap scores.
Linear regression analysis tested the hypothesis. Results indicated a non-significant change in
PsyCap scores as a function of leadership perceptions, b = -.52, p = .075); see Table 2.
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Table 2
Regression results using standard residual Psychological Capital scores as the criterion
b
beta
sr2
2
Predictor
b
95% CI
beta
95% CI
sr
95% CI
[LL, UL]
[LL, UL]
[LL, UL]
(Intercept)
-0.52
[-1.09, 0.05]
TL
0.19
[-0.01, 0.39]
0.17
[-0.01, 0.34]
.03
[.00, .10]

r

Fit

.17

R2 = .027
95% CI[.00,.10]
Note. A significant b-weight indicates the beta-weight and semi-partial correlation are also significant. b represents
unstandardized regression weights. beta indicates the standardized regression weights. sr2 represents the semi-partial
correlation squared. r represents the zero-order correlation. LL and UL indicate the lower and upper limits of a
confidence interval, respectively.
* indicates p < .05. ** indicates p < .01.
Hypothesis 3 theorized that burnout scores would increase after participating in online
Psychological Capital training. Paired samples t-tests were used to test the hypothesis. Results
indicate that burnout scores significantly differ from Time 1 to Time 2 as a function of
participation in psychological capital training, t(127) = 5.77, p < .001, d = .17. These results,
while significant, indicate a negligible difference between Time 1 and Time 2 scores.
Lastly, Hypothesis 4 stated that changes in PsyCap predicted changes in burnout as a
function of leadership perceptions. A moderated regression analysis was conducted using a linear
regression model in R. Results suggest that changes in PsyCap scores significantly predicted
changes in burnout scores (b = -.44, p = .021; see Figure 5). Moreover, results indicated that
transformational leadership did not significantly predict changes in burnout scores (b = -.003, p
= .97) and did not moderate the relationship between change in PsyCap and change in burnout
scores (b =.02, p = .74). The effect size for the entire model was R2 = .15, suggesting that
changes in PsyCap scores explain 3% of the variance in changes in burnout scores; see Table 3.
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Table 3
Regression results using standard residual change burnout scores as the criterion.
b
sr2
s
Predictor
b
95% CI
95% CI
Fit
r2
[LL, UL]
[LL, UL]
(Intercept)
0.01
[-0.55, 0.56]
.
[-.02, .10]
PsyCap_SR
-0.45*
[-0.82, -0.07]
04
Transformational
.
-0.00
[-0.20, 0.19]
[-.00, .00]
Leadership
00
.
PsyCap_SR:TL
0.02
[-0.11, 0.16]
[-.01, .01]
00
R2 = .153**
95% CI[.04,.25]
Note. A significant b-weight indicates the semi-partial correlation is also significant. b represents
unstandardized regression weights. sr2 represents the semi-partial correlation squared. SR =
Standardize Residual Change; TL = Transformational Leadership
* indicates p < .05. ** indicates p < .01.
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The relationship between residual change in burnout and residual change in PsyCap
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CHAPTER IV
Discussion

This study aimed to determine whether online, self-paced psychological capital training
could be an effective way for individuals to develop their PsyCap. This study drew from
Hobfoll’s (2001) conservation of resource theory and previous studies showing PsyCap as
developable through training interventions and the current body of research highlighting the
importance of leadership in PsyCap development (Avey, 2014; Da et al., 2020; Dello Russo &
Stoykova, 2015; Luthans, Avey, et al., 2006; Luthans et al., 2008; Luthans & Youssef-Morgan,
2017; Walumbwa et al., 2010). Additionally, this study sought to examine the interventions’
impact on perceptions of burnout, explicitly can PsyCap work as a resource to buffer against the
harmful effects of burnout. The results indicated that training interventions might be an effective
method for increasing individual PsyCap and reducing burnout. The following section will
summarize key findings and interpretations from the study.
Summary of Findings
Psychological Capital scores increase due to participation PsyCap Training
Hypothesis 1 examined whether individual psychological capital would increase after
participation in self-guided PsyCap training. The hypothesis was supported with PsyCap scores
increasing from pre-test to post-test. While significant, the change in pre- to post-test scores was
small (d = .21). These results suggest the effectiveness of a short intervention on PsyCap scores
especially given the immediacy of the post-test following the training. One potential explanation
for this result is that hope, efficacy, resiliency, and optimism are constructs that are familiar to
most individuals. The PsyCap training highlights how the resources work in combination to form
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PsyCap. Simply bringing awareness to the construct may have been enough to trigger
individuals' perceptions of their ability to develop and utilize their own PsyCap.
Other online PsyCap interventions support these results as a means of influencing the
development of PsyCap in individuals and add to the body of work that supports the notion that
online, self-paced training may be an effective way to impact state-like constructs (Luthans et al.,
2008; Da et al., 2020). Although this study shows a potential positive relationship between
PsyCap training and change in PsyCap scores, it fails to show the stability of the results over
time, nor does it capture any possible positive outcomes resulting from increased PsyCap (e.g.,
achieving more goals). Future research should add a time element after the intervention to see if
PsyCap scores would show a more significant increase than times one and two and highlight the
stability of the construct. Furthermore, extending the time between intervention and post-tests
would allow individuals to practice the skills laid out in training (e.g., goal setting).
Follower perceptions of transformational leadership style do not predict changes in PsyCap
scores
Hypothesis 2 examined whether follower perception of leadership style predicts changes
in PsyCap scores as a function of the training. If individuals perceive their leaders as
transformational, they may experience increases in their PsyCap scores after the training. The
results did not support this hypothesis suggesting there may be a conceptual mismatch between
transformational leadership and PsyCap. Often leaders role model PsyCap behaviors to their
followers, who, through vicarious learning, pick on the behaviors they see (Walumbwa et al.,
2010; Bandura, 1977; 2012). While a critical component of transformational leadership is the
ability to role model wanted behaviors, this leadership style may not be role modeling behaviors
necessary for individual PsyCap development. For example, transformational leaders are known
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for articulating a vision and transcending short-term goals. Where PsyCap is more immediate
and focused on achieving current goals. Future research should look at individual proximity to
their leader to see if that plays a role in the ability for individuals to develop their PsyCap, such
that those with greater proximity can pick on up wanted behaviors more quickly.
Another potential explanation for the finding may be that followers are unaware of how
transformational their leaders are. As stated earlier, both the follower and the leader determine
perceived leadership. This study only gathered leadership perceptions from one source,
potentially limiting the construct we attempted to capture (Shadish et al., 2002). It may be worth
capturing both leader and follower perceptions of leadership style in future studies.
Lastly, this study did not ask about the leader individuals rated. We do not know where
the leader is in their career as a leader. Is the leader new to the role? To the company? Have they
gone through any developmental experiences known to aid in leadership development (McCall,
1998)? These answers may impact how transformational a leader a) is or b) perceived to be. It
may be worth gaining more information around factors that influence leadership effectiveness.
Psychological capital may be an effective resource against burnout
The second part of this study looked at the relationship between PsyCap and burnout.
First, I examined whether burnout scores would decrease after completing the training and found
support for this hypothesis. Then, I looked at the predictive nature of PsyCap. More specifically,
does an increase in individual PsyCap predict a decrease in burnout? The results indicate that a
change in PsyCap scores predicts a change in burnout scores, such that as PsyCap scores
increase, change in burnout scores decreases. While both had minimal effect sizes, the results
support the notion that PsyCap training and positive psychological behaviors may be helpful
resources to reduce burnout to a degree.
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While these results support the notion of PsyCap being a resource against burnout, we
cannot speak to the potency of the impact. Burnout, like PsyCap, is state-like, and while
malleable, it is also more stable than typical states. Therefore, this study cannot speak to the
actual impact investing in positive psychological resources may have in reducing employee
burnout. Future research should add a time element to evaluate how individuals who implement
the training strategies can use their PsyCap to buffer against resource loss (e.g., burnout).
It is important to note that these results diverge from the existing body of research on
burnout. Several models try to explain the mechanism of burnout (Moss, 2019; Morgeson et al.,
2013). Many claim that burnout occurs when there is an imbalance between demands and
resources (see job-demands resource model; Bakker et al., 2005) where most of the resources are
external (e.g., social support, leadership). This study highlights internal resources such as
PsyCap may be another way to combat feelings of burnout, regardless of how they occur.
Implications for Practice
These results provide some practical implications for organizations. The primary focus of
this study was to determine if self-paced training could help individuals develop psychological
capital. Organizations who want to help their employees gain more positive psychological
resources and influence important outcomes (e.g., job performance) may benefit from
implementing this intervention regularly.
Another practical implication is that significant differences in PsyCap scores were found
after only 40 minutes. These results highlight that organizations may not need extreme measures
such as time or resources to impact employees positively. It’s important to understand that being
able to move the dial in a short time frame is a benefit to the organization. Moreover, due to the
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state-like nature of PsyCap and the ease of the training, this intervention could be implemented
more regularly to ensure individuals can sustain or develop more levels of psychological capital.
Lastly, burnout has become a popular construct in today’s business culture as employees
experience increased cognitive and physical demands. Gallup found that burnout is impacting
over 66% of individuals (Wigert & Agrawal, 2018) and may lead to lowered productivity,
increased absenteeism, and in serve cases, physical harm such as sleep deprivation (Swider &
Zimmerman, 2010). From this study, there is now evidence that shows PsyCap may be a
personal psychological resource to buffer against feelings of burnout. According to Avey et al.
(2010), PsyCap may be a helpful management strategy as those high in PsyCap are typically
more open to organizational change, and PsyCap may be a way to help reduce turn overdue to
change because intentions to quit predict turnover. Therefore, organizations should consider
implementing PsyCap training and other strategies (e.g., flexible work, remote work) to help
prevent or reduce burnout.
Implications for Future Research
In addition to the practical implications, this non-experimental, exploratory study
provides the groundwork for future research focused on psychological capital.
One potential area of future research could explore the dosage of the intervention. The
current study found a statistically significant result, with a small effect size, after 40 minutes and
only evaluated changes in PsyCap after a one-time intervention. Given the state-like and
malleable nature of PsyCap, future studies should examine how multiple dosages of the
intervention may help sustain or increase PsyCap levels. These studies could provide more
insight into the stability of the construct. Moreover, it could also provide information on the
potency of the intervention. For example, if the training proves to be inconsequential after one
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year, it may be time to further the intervention or look for other potential avenues of impacting
PsyCap.
The second area of research could dial in on the relationship between PsyCap and
burnout. The current study found that increasing PsyCap scores had a small but significant
impact on burnout scores. However, given the lack of time between intervention and post-test, it
may be interesting to see how individuals with varying levels PsyCap are using their positive
psychological resources to buffer against levels of burnout after some time. Additionally, it may
be worthwhile to understand when PsyCap becomes irrelevant in reducing burnout. For example,
is it more beneficial to increase PsyCap levels if people are in the beginning stages of burnout
than people experiencing more sustained feelings of burnout?
Lastly, this study focused only on two outcomes: PsyCap and burnout. Previous research
has highlighted PsyCap’s positive influence on workplace outcomes such as job satisfaction,
organizational commitment, and job performance (e.g., Avey Reicard et al., 2011; Newman et al.,
2014; Avey et al., 2010). Future research should consider how this training may impact key
known outcomes of PsyCap to understand its potential reach. Currently, this study can only
extend the impacts of the training on PsyCap development and burnout.
Limitations
Several limitations should be noted when examining the results of this study. First, this
study did not implement an experimental research design, meaning we cannot make causal
conclusions based on the results (Shadish et al., 2002). Without causality, we cannot state that the
increase in PsyCap and the decrease in burnout are due to online training. Moreover, we cannot
exclude a potential third variable that may be influencing the results. However, given the context
of this study, it is questionable that inferring causality would lead to harmful outcomes, given the
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nature of the topic. If the results were false positives, then at worst, the training is unhelpful and
takes time away from other tasks. At best, it helps individuals increase their psychological
capital, which may impact other important workplace variables such as burnout and
performance.
The second limitation is that all measures in this study were self-reported, which could
have influenced the results, leading to mono-method bias. Mono-method bias is when all
constructs use the same method; the method becomes part of the construct (Shadish et al., 2002).
The self-reporting nature of the surveys could have resulted in social desirability bias or the
tendency to underreport undesirable attitudes and behaviors and over-report more desirable ones
(Latkin et al., 2017). Gathering multi-source data on these constructs may capture the construct
more fully and give better indications of the effectiveness of the intervention. In addition, while
the FRL is a shorter form of the Multi-Leadership Questionnaire (MLQ-5X; Avolio et al., 1999),
a valid and reliable measure, it is not widely used in research. There is concern that it may not
have accurately captured individual leadership perceptions.
Lastly, there is a concern with the self-study nature of the intervention since we did not
compare the intervention to other proven methods such as the Psychological Captial Intervention
(PCI; Luthans, Avey, et al., 2006). For example, instructor-led interventions allow for interaction
with the instructor and participants. These interactions can significantly aid the learning process
and provide unique perspectives (Luthans et al., 2008). Therefore, we cannot say that this
method works better, worse, or the same as instructor-led interventions. The results from this
study simply imply that online, asynchronous PsyCap training may be an effective way to
develop individual PsyCap and decrease burnout.
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Conclusions
Psychological capital refers to the positive psychological resources individuals can tap
into to increase outcomes such as wellbeing and performance (Avey, 2014). PsyCap is a higherorder construct comprised of four positive psychological resources: hope, efficacy, resilience,
and optimism. With its roots in positive organizational scholarship and positive organization
behaviors, PsyCap may be a way to buffer against the potential negative impacts of
organizations, like burnout. Moreover, according to Luthans and Youssef-Morgan (2017),
“positivity can build from psychological resources tapped when needed (p. 5).” The positivity
due to PsyCap can permeate past the individual level and into the team and organization level, as
well (Newman et., 2014). Past research has determined the developmental capacity of these
positive resources through both in-person (Luthans, Avey, et al., 2006) and web-based (Da et al.,
2020; Luthans et al., 2008) training.
This study aimed to extend current research by determining the impacts of online selfstudy training on an individual’s ability to develop PsyCap and reduce levels of burnout. Based
on the results, the current study demonstrated that the HERO resources, in the form of a higherorder construct of PsyCap, can be developed through a short, online, self-paced training
intervention. Moreover, this study was able to add the body of research on the potential outcomes
of PsyCap and possible interventions for reducing employee burnout by showing PsyCap’s
potentially buffering effects on perceptions of burnout. Organizations may benefit from investing
in PsyCap training for their employees to increase employee performance, gain a competitive
advantage in the marketplace (Luthans et al., 2004; Luthans et al., 2008), or simply encourage a
more positive work environment. This intervention is a practical, inexpensive, and potentially
effective way to achieve such outcomes.
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